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Introduction

here once the sole concern of the college president was the achieve-

ment and maintainance of an educational capability, that concern is now

fragmented among: insuring the due process rights of students and facul-

ty. tomplt ing with the legal requirements of federal affirmative action

regulations and state labor act provisions. fulfilling the fiscal expectations

posed 11% legislators and state budget offices. and expanding educational

pportumt%

Nor do the presidents governance concerns mesh into a unified respon-

si Hit% . NI;re,trequently they represent conflicting goals as the constituen-

i les of the c4,llege are transformed into competing interest groups.

The president's role in this tug of war can not be simply characterized.

Only one statement may hold from campus to campus. and that is that the

president is subject to pressures for power from the winners, as he is sub-

ject to consequences from the losers.

Additionally. as the president's scope of governance has expanded far

beyond the original educational objectives, the president's ability to

govern has been altered by the creation of agencies, boards and com-

missions entering the decision-making process at the state-wide level.

The question is not whether the new special interest relationships in

tolleges or the control assumed by state-wide bodies are, in themselves,

detrimental to the college. The question is how these factors affect the role

of the president and the quality of governance.

Such a question NaS the subject of the 1973 Summer Council of

Presidents of the American Association of Colleges and Universities. The

t011owing papers. taken from presentations made to the state college and

university presidents attending the Council. offer four different perspec-

tives on the changing role of the college presidency.
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John T. Bernhard
President

\X'estern Illinois Universits.

To speak of the presidents rule as it was just a decade ago is to delineate a situation
which to a% seems centuries old. At one time, not too long ago. it seemed plausible to
write a rational description of the college presidency and its duties. For example. note
!Auld Woodburne's rather formal outline:

*1";)e. Prot./eV:
a) Act as Ole administrative head and arbiter of disagreement between subor-

dinate officers.
b) Determine with academic vice-president the educational direction of the ad-

ministration
c) Has e major respiinsibilits for raising of funds and for legislative relations as a

part of this function.
d) Rase major responsibility for continuous improvement of public understan-

ding with alumni groups and other organizations.
e) Be responsible for student activities."

Of course. so much between the lines was left unsaid. In an effort to reinforce this
gentlel outline with the "stuff of leadership... James Perkins expressed a growing con-
cern about the college president's proper role:

'Someone must be concerned with the institution as a whole, the activities it sup-
ports. the public face it presents. and the private concerns with which it is oc-
cupied . . He must be able to involve himself directly in the central academic
business of the university. to exert educational leadership. to be an agent for both
stability and change. He must be capable of institutional justice and personal com-
passion. He must not fear power or he afraid to exercise it. because he must know
that power cannot be the direct concern of either student or teacher. He must
always hr sensitive to the difference between the process of management and the
process of educani El. and he must understand that the former must always serve
the latter...
These wise and well measured words were uttered just before the roof fell in on

Perkins and many others in higher education.
In keeping with the dry humor that happily is associated with many college ad-

ministrators. Herman B. Wells, upon leaving his post at Indiana University. observed
that a college president needed the physical stamina of a Greek athlete, the cunning of
a Mathiaselli. the wisdom of a Solomon. the courage of a lion, and the stomach of a
goat In a different but typically nuts-arid-bolts statement, uttered when he was being
"Reaganized out of Berkeley. Clark Kerr claimed that a president's job was to provide
"sex for the students. football for the alumni, and parking for the faculty."

Today the college president is besieged by a growing number of aggravating
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problems l'he stuont ore nao have subsided. but the naggcne chores of
sursisal still gnaw at ?;:i prewent s .!orit and strength. And this is a truly dreadful
situation. because Ms :c.a:ershin and :Mel:ritual sutor, are desperately
needed

Atter gloon., onc:c.ding that e:thcr Lot:IL:cif manage the I'll:versa% of ( bum-
natl. or a wash t at Ail. Warren Bennis proceeds to unfold the rec'r...;
tspital day in ill ottitA:

Herr s a note' from a protessor. compl,:ming that his classroom temperature
down to r,5 I suppose he expects me to grab a wrench and fix it A student com-
plains we won t give him worse credit for acting as assistant to a cat.. councilman
Another was Linable to get into the student health center. The teacher at My
t held s .lac st hurl is dissatisfied with her grades. A parent complains about four-
letter words in a Philip Roth hook bring used in an English class. The track coach
wants me to come ow to see tier myself how had the track is. An alumnus
(,)uldn't tart the hiothail seat he wanted. Another wants a coach tired. A teacher
lust called to tell me the squash (out was closed p tn.. when 1.1e wanted to use
it And it :oes

to inlet! a rCrN,41.1i reference. Bennis's plight reminds me only too readily of some
vsents I liace waded through oser the past few years. months. weeks and days:

(jetting inaugurated a7. president. with a isomh threat. and a steam-line explosion
tic( urtiti or the saint ham clay.
Firing the football wadi and watching for a new one.
Finding an ombudsman to handle student complaints.
Arguing with the iiiisertior about his plan to raise tuition by SI per cent.
Deflating with mom: tacults leaders on the merits of a new all-university gover-
nance system.
Resolving a student sit-in. which was organised to protest the Kent State tragedy.
the Vietnam War. the 'irrelevant'. curriculum. and the existence of ROTC.--all
wrapped up in package.

Assuring legislators that wild-eyed radicals had not taken over the campus.
Arguing with the staff of the State Board of Higher Education for an adegrarate
operating budget
Worrying about student enrollment and dormitory occupancy.
Ordering the student newspaper off campus.
Lobbying in Washington for more federal aid to education. and for an Amtrak
train to serve our students.
Noting the impact of an Affirmative Action Program and wondering how to ad-
minister tt equitably
And the list (mild go on and on. Surely. every president could compile a similar ac-

count of urgent items which all presidents seem to face nowadays. The broad spectrum
of problems is both fascinating and frustrating. No wonder Frederick Holman has
emphasued excellent mental health as the first requisite of a college president.

Obviously. the role of the college president is far from easy. But then again, what ad-
ministrative leader has it easy nov.adavv The college presidency of today is vastly
different from what it was yesterday. Mario Savio. Vietnam. and the dollar squeeze.
among mans other elements. helped to bury forever the idyllic image of a president
pondering "II Ptnseroso'' in his quiet study. Instead, we have today a noisy office fined
with telephone rings and nagging petitioners. Yet, above all this hue and cry, the presi-
dent must still keep his eye firmly on the eifiicosivirs4/ mission of his institution. All eke.
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though annocing And ti;;:[' realic peripheral to the academic goals of the
college

N.Vhat fates he ..,lie zs pre-sic:Lilt twill grow Vastic more complex and uncertain
challenges ire ahead. an.: reading tea :rases or looking through a trusty crystal hall can

anb,b. ,:i.csing game liouceer. see the president faces a future fraught
sail butt, peril .ono exhiiatatt4 .0 in w hi& h he prepared to match wits with at
least three rld wr :wars ,,f great onrad ii..li:. oeerlapping effect:

the cr:qs sot dollars
the krsis Loorihration
the LItsh i;overnathe

DoNan

Almost all presidents probably Are painfully aware of the -stringent seventies- by
now, and also of the tact that in the future they will have to continue the bleak battle for
adequate tunding with mixed success.

In the decade of the immediate past. rapid physical expansion was the major theme.
sprintni: frool L;e1;:ands tier new classrooms. laboratories. and living spaces for students
on resktenti.i: ,.ont,t,ses Uhl, frantic growth snowballed into an enormous capital in-
se:stoma hir n higher education. To illustrate, at Western Illinois University in
1''GO. rail term ri::strat,on was only 2.000. but this fall. the total probably will reach
1.4.000 student, A fantastic leap of user five hundred per cent. The decade of the six
ties meant ,iyilaint, growth in space. student enrollment, and certainly in faculty and
staff

014 as we plunge through the 19-1). s. the crisis of dollars" has become one of the
great challenges it, the administration of higher education, exacerbated by the most
heated inflationary cycle in recent American history.

The powerful surge of the sixfiec made it inevitable that eventually the public would
ask probing questions about the operation of colleges throughout the land. With total
enrollments tripling in size. and with overall state appropriations jumping from about
$1., billion in 1960 to over r billion a decade later, higher education in America
moved inexorably closer to the day of public reckoning: of weighing alleged benefits
against actual costs. Regardless of which criterion employed. this phenomenal support
was a substantial reflection of citizen confidence in higher education. a reflection lithe
nation s perception of its colleges as the collective fountainhead for all advances in lear-
ning and service As an unhappy result. however. Americans came to expect MOW than
these institutions could logically he expected to deliver. And. perhaps. educators helped
to perpetrate these unrealistic expectations. thereby making disenchantment that much
more hitter when the moment of truth arrived.

!silEitv the harvest of fiscal reaction has come. There were troublesome signs on the
horizon even before the seventies. but in I 9'0-'1 I. seventeen states actually appropriated
le,s per student than in the previous Year, 141 tams of handling any increased enrollment.
And the future picture is tar from bright. The president must prepare to wrestle even
more energetically with the future inflationary cycles of our economy. Perhaps "Phase
10 will be with us five years from now. The need for improved academic programs.
salary boosts. and the inevitable price increases on commodities. services. and utilities
will unfortunately always mime the belated attempts of legislators and governots
catch up via adequate appropriations.

At the heart of our fiscal crisis is the question of public confidence. To put if fraddy.
how much will society trust college administrators in the future Higher ideation



planners, levviators. al: ,tliur pt.isht tnt tat% ire ilccomin,: more frustrated than ever
about the rising sts Ili t ,1"11.1r. ti It' Realty, ,!ittitultv ! octernsiffine st5ci.t1 prduc
tivitv In Ail atid the proper role t iolleges IL a future era of stabilizini.
Or t'SCI: declining eim lilt/lents

Earl the]: s %tad% . arch entitle,: 1;.: \cr, 11:;;;.,er discusses

the matter 4 IS tt mtia:mit

We would emphasize three aspects of the task let restoring iontidencr. First, the
colieizes and unisersitirs must !lase campuses that reveal themselves as being
reasonahli gostrnable this does not mean .1 placid campus. but It does mean a
stable one

A set and requirement for confidence is that the colleges and universities
demonstrate that then arc- reasonahls efficient in their internal operations. .

'Thirdly. in our likfmtent. restored confidence will require cimvincing evidence
that the a.tlsitirs sit colleges and universities have a unifying set of pur-
poses purposes that the supporting public can understand and defer to ...

It appears that presidents act uratels must inform the public of their plight, of their
institutional coals Mid OilitCtiVeS. and 'it the worthiness of the total academic venture.
Such dvnami' Action would greatly help to recapture the public s trust in higher educa
thin.

Cowdinatien

Evidence clearly indicates that the national floodtidt toward coordination of higher
education is running very strong. even to the level of outright centralization in some
states. Of course. mans sound arguments can be made in support of the coordination
movement These include a more prudent and equitable allocation of available
resources.. together with a more systematized elimination of unnecessary program
duplication.

However. serious controversy arises Met the proper scope of the coordination effort
and its impact upon governing board authority and mstitutuinal autonomy. The State. of
Illinois presently finds itself in the throes of such controversy. Some of our fellow
citizens act use us of 'crying wolf- when we voice our alarm about certain tendencies in
cc iordinAtiort. vet. clearly there is real danger in terms of the precedents established year
after year. in state after state.

(tidy a blind man can deny the possibility thy soon each campus may Actually be ad-
ministered tin a day-tioday basis from a central headquarters. Such a development is not
inevitable. but the possibiliti definitely exists. and vigilant, may he the price of our
Autonomy further. adding to the volatile mix. are the growing aspirations of private
colleges and proprirtai schools.

This is not to say that Western Illinois University or any other institution should
function and plan independently. but the definition of inwitutional *wives becomes
difficult. it not impossible. in the c urrent babble of voices raised over the issue of Hoar-
&natin vs centralization. In the near future. presidents must confront the hard
questions dealing with the viability of statewide cootdination. as recently poled by

What kinds of decisions are best made In a local institution? Ile a governing
board' Ity a coordinating tiodef How much of the traditional autonomy most be
sacrificed in order to become more -accountable-r



To what extent, it any. does increased coordination of higher education inevitably
lead to more political and less professional participation in the overall enterprise
Will the increased application of statewide coordination result in a more rational
approach to the problems of higher education! What is the undesirable impact of
coordination upon goserning boards and individual institutions! How can such an
impact be minimized'

Gown's Ice
Shared governance is an esteemed and timehonored tradition in American higher

education. While lines of practical jurisdiction between trustees. administration, and
faculty seldom have been neatly drawn. a substantial body of governance -common
law (based on experience and good will)has matured over the decades. In MUM years.
student participation has been added to the traditional mix. with tentative and in-
conclusive results. at it.St at this stage of history.

However. another more powerful governance factor now has erupted upon the
scene rhumb . collective bargaining or faculty unionism. It is a very grave thrust.
tarrying such unfathomable implications that we cannot possibly judge its final weight
upon the sc.des of higher education.

It is quite possible that the current conditions of fiscal austerity. lack of public
enthusiasm. and .1 discouraging professional pessimism (related to the changing
academic marketplace). have caused more faculty members to think seriously about
....Iles-toe bargaining as a 'way (Wt' Economic anxiety. as the central core of the grow-
mg labor 'Amon movement in academe. will sustain this tension as we continue to
struggle tor -sursRal budgets.' during the coming years.

Perhaps collective bargaining does represent the wave of the future for academicians.
and thus we will have to adjust and live in accordance with new rules. However. there is
the possibility that mum faculty members are so anxious to grasp for what they hope is
economic, security that they will overlook some of the serious repercussions of such a
move panic ulerly in relationship to the academic world as they have knows it.

Faults quite naturally will strive for the best of both worlds. the Kamp* security
offered by collective bargaining coupled with the traditional collegial role of shared
governance; but such an ideal goal will be very difficult if not impossible to attain.

As suggested earlier. the move for collective bargaining on mane of out canton
seems to arise in large measure from the serious and continuing funding problem dist-
stitutions Fat alts members have seen equipment and facilities deteriorate. their salaries
tall behind the spiral of inflation. and they sense the potential danger of 'toadyism, or
declining enrollments Even it there is no necessary correlation between collective
bargaining oh! operating budgets. the pent-up frustrations experienced by some facility
have turned them toward collective bargaining as a possible "solution ".
course. some tat ults members are committed to collective bargaining for other reasons.
the deepening anxiety over employment conditions is the chief catalyst spurting the pre-
Wilt leader% of this movement

tart and Van f.yck recently have painted an uneasy role for the college president un-
der collective bargaining:

-Collective bargaining may. even under the best circumstances. complicate the
lists of presidents . and mole their jobs more intolerable than many chief n-
et ut Yes have found them to he in recent years . . Some presidents have
collective -.reaming as an understandable and appropriate dovelornern in
management relations and institutional governance. and have managed to bye



comtortably it not happily with the process. but no modem we know is without
Apprehensions Abo,,t the «insequent es of (011taist bargaining nor does any seem
trills to entot his part in the ongoing business of bargaining..
Though too earl% to fudge. collet-me bargaining actuallv pasts the war for a substan-

tial external intrusion into those internal matters one thought to be under the control of
the institution and its board Thus bargaining becomes simply another means of external
control met higher education. particularls as part tot the total price that must he paid to
get more support front the public treasury.

((ism all the dangerous pitfall,. frustrations. and uncertainties that loom ahead. why
be a colleg president at all. This is not an easy question to answer. but the central cote
of any response must be that the president obtains great satisfaction simply from guiding
his college through tabulem days --to serve so ciet in wars never contemplated.
before in histort lie is of the pioneering tradition. and serves on the cutting edge of
humane enterprise to which he is .!reply committed

Without a doubt, the office of the presidents has suffered badly at times from
grits ous human error Hut. the one great asset of the pragmatic American college presi-
dent has been his willingness to redress the balance. to find answers to questions such as

w went w Nut,: . or hots do %se adjust to the situation...., or 'what improvements
are nee,+e, 1 he t that presidents are willing to explore and discuss issues, to make
plans for vztprose,: adttnic quality. with logic AS well as passion. IS great testimony to
the inner strehgt:1 anj lability of Amern.in higher education True, there may be a slip
trom the t r.ith or ixtasion. hut. for the most part. presidents stick to the last in
the perses cm,: struggle tiaciv.mce the cause of higher education for all human beings.

In this regard, there is some coarage and inspiration from Blaine Pascal's wisdom:
Man is but reed. the most treble thing in nature. hut, he is a thinking reed.

The entire universe nerd not arm itself to (lush him. A vapour, a drop of waif
suttees to kill him . All our dignity. then. (4 mists in thought. By it we must
eles.it ourselses. and not be space and time which we cannot fill. Let us
rndeasor. then. to think well: this is the principle of morality . . By space the
universe etoompAsst, and swallows me up like an atom; by thought I com-
prehend the world.
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Dr. William C. Friday
President

rniversitv of North Carolina

In may states and in the Congress. there are forces who work for the study or re-
examination of the structure of higher education and especially its planning processes.
having concluded tor various reasons that existing arrangements art no longer adequate.
There are many reasons thisthis new emphasis. including accelerating costs. the growing
demands for public service not heretotOre rendered. erroilments and admissions policies.
the recent history of campus unrest. and other factors that have led poiitical and
legislatise figures to more direct involstment and participation in decision-making in
higher education.

This is not as had as some allege. The public and the elected political leadership
should share the at hiesements. concerns and ambitions of higher education. It is impor-
tant. however. that the distinction he made between being of the political process and
being submerged in the pi 'laical process. Only through the former can a viable program
of public higher education be provided to supporting

From recent efforts to restructure higher education in North Carolina. two important
facts became clear. One. the reorganization or structural pattern that meets the needs
and circumstances of a particular state and its traditions, programs and commitments of
service will not necessarily be the pattern that is applicable in any other state. And two.
in any experience within a state or in response to Congressional acts [such as the propos.
ed 12(12 commission requirements] one should not become so possessed of flow charts
and iohdesersinions as to begin to believe that administrative structure is an end in itself.
Administrative arrangements exist primarily to facilitate and to serve educational put.
poses and objectives.

If these points are kept clear. and if administrators can view themselves candidly and
fully. it will he possible to provide the kind of imaginative and constructive academic
leadership which presently is needed.

The developments now taking place in several states may be illustrated more
specifically In a description of the North Carolina experience.

Legislative and gubernatorial concerns. expressed by concrete proposals. about the
organization and functioning of higher education in North Carolina reach back for
nearly two decades 1 ItHE. 19iS ). During the past ten or twelve Yeats, specific actions
relating to colleges and universities have been introduced in virtually every session of the
General Assembly. There were a number of reasons fir the dissatisfaction with the way
ibis's, were institutional lobbving; legislative infighting; the proliferation of in-
stitutions and programs with growing budgets at a time when demands for other public
services were increasing; the absence of a long-raw plan with effective allocation of
functions to avoid duplication: and campus unrest were among the circumstances.

it was against this background that the 1971 General Assembly took its Onion* as



non It discarded llmordination as North Carolina had experienced it and established a
ssstem of governante in tshuh responsibility would be accompanied by authority over
the prblit senior tilflrlt14,11 and their attivitits The distinction between governance
and toortImazion is the tritual point in North time. The new law created a
;2intnther dinars of t.iosernisrs "Irgislat.ors and their spouses cannot serve on it neither
tan the Governor or fuiltime state ernplovers and their spouses]: and merged the nine
%I:tonal unisti sines and the School of the Arts with the six campuses of the 'niversity
of North t arolina lilt Hoard of Governors. :Omit took ottite on 1u1v 1, 1471 wos
given substantial powers. int ludiry, the management of all sixteen campuses. the ap-
pointmen! of a:1 senior atiministr our personnel and tenured faculty. tong-raige plan-
ning. budget preparation and control. determination of functions and raigrams of in-
stitutions. ter setting and establishment of enrollment levels and as*ssment of the role
14 prit.Itc Mtitution%

1 tie bill provided for a 1.4. al hoard :t Trusters for eat-1 of the sixteen campuses. This
is .1 rather unique arrange!!:tnt in higher education the statutory authority conferred
upon the iota! hoards there has been added '.-tts delegated In the Hoard of (-toyer-
nor And this :am r has icresled by a substantial-measure the initial

t I qi rt.o. state on ill ita.il lioartis of Trustees.
1. i;;,:i,,,!;..!! tlitir own budget requests to the General

Asstii.Ck I ildur 7,, new -A, the board of (dos ernors is required to submit a single,
.`0` .t11 the :nStitUill niS Direct appropriations are made to the

sixteen ,chipcst of present cAtis ales. but appropriations for all other
purposes. !II, crii-.17nunt 4rowth. %alai-. increases and capital improvements are
iii tit , It boar,: ot Gose-icts for !tilos anon to the sainnuses The appropriations to

(1,'Vt.rrtl are made in iwras On. based on the Boardestimated
prioritic for tile

1;I onittii r1, the statutes. It tentral Assr:niv will nett at two sear intervals a class
I It eight mernistrs to the Hoard ot (gcnernors. making certain that membership included
minorities. tr.rm:1.-rs of tilt ininorits political parts and women. 01 the thirteen
members of the Hoards of Trustees. right are named by the Hoard of Governors.
tour in the Governor. and the student body president serves ex officio. .

'oder the new law. all new degree programs and all new Activities must he processed
and authorinci by the Hoard of (governors before an institution may proceed to imple-
ment them The hoard of (governors Also has authority. after due consideration and
notice. to discontinue programs deemed to be unproductive or duplicative.

In the thirteen months once the Board of (governors legally carne into existence. it
his exercised sc-stral toms of its administrative role.

To begin with tilt membership of the Hoard took the oath of office. elected its of-
tictrs. tstai,lishd ternporatv committees of its membership. appointed its 4sior ad-
Inolistrati s t gittn ors. held an important seminar with the membership of all LAI Boards
pit 'Trusters. sisitea t'Ath of the sixteen campuses under its iurisdiction, and had represen-
tats%ts studs the orcaniiatoin of five other multicampus universities in the nation.

It approved the merger' ,.1 the staffs of the former coordinating Board of Higher
Education and the I 4t1t e it the president of the I'mversity of North Carolina, and filled
othtr important state pos,tions

the Hoard adopted a l'olverotv Code setting forth its procedures and rules and the
deleggiiin of a uthorits to the president and to each of the sixteen chancellors. The Code
disci spctitiv, r,1 les on tenure' and at Atiemic freedom and codifies all other statutory
pros Isom% relating to the lolsersity.

Virithen the administrativ: structure of the University there was established the Ad-
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ministrative Council. which is composed of the 16 chancellors and the senior staff of the
General Administration. This major step was taken to insure the participation of each of
the chancellors in the formulation of administrative policy and all other basic ad-
ministrative decisions that must be made in the University. Faculty relationships and ad-
vice also were deemed highly essential to the new structure, which led to the creation of
the Faculty Assembly with representation I numbering more than sixty members] duly
elected Cram all campuses. This body now has its own structure, by-laws and officers.
The student body presidents have been involved also on matters that are University-wide
in import and application.

There has been established an Advisory Committee of presidents from the private
colleges and universities of the state through which direct discussion and debate on
matters of mutual concern is now provided.

With the cooperation of the chancellors, a moratorium was declared for the 1973.74
school year on the establishment of new programs and activities until an objective and
comprehensive inventory of all present programs and services could be made. This in-
ventory of all the campuses is nearing completion. This kind of broad evaluation is a
necessary prior step to proper long-range planning. which the Board also initiated this
year.

The most demanding task undertaken by the new Boa II and its officers during the
year has been the development of an entirely new budgetary procedure involving all the
campuses. A procedure which would assure that the new policy of delegated decision-
making could be wisely and successfully established. The General Assembly is going to
experiment with annual instead of biennial sessions, and the budget and its preparation
will become a constant concern. It is worth noting here that the 1973 General
Assembly, which received the University's first unified budget. left the priorities intact
and observed both the letter and the spirit of the new law. This was the first time the
General Assembly received a budget request that reflected the application of composite
educational and professional judgment to the total responsibility of the state in higher
education. The sixteen chancellors and their chief financial officers were involved in
every step of the budget process. To have done otherwise would have proved fatal to the
new structure. At every step of consequence. each chancellor was consulted and given the

..-icntunity to state his own priorities within broad educational categories, and, in most
in.Sionces, his wishes were respected. At all times. there was free and open exchange.
The amount of time invested in the budget preparation, although great, was a wise
investment because it resulted in a budget that all could support even though no one got
everything he desired. This process resulted in general fund appropriations for capital
improvements of over $65 million, and a five per cent salary increase fund included over
$180 million in appropriations for the operating budget.

What of the changing roles of presidents or chancellors in the new systems
For a system so new, it is too early to venture absolute judgments or conclusions.

Maybe there is truth in the allegation of one of the chancellors that the "sheer volume
of work which crosses the desk of the administrator today is enormous. Aside from the
day -to -day tasks of dealing with routine matters in one's office, the operating, consum-
mating. communicating. elucidating. coordinating, creating and relating results
sometimes in near collapse .. ." However, there are positive achievements to consider.

The new system will help insulate the chancellors as chief campusofficialsfrom inor-
dinate political pressures and involvement. Chancellors do not have to spend the many
hours in appearances before legislative committees heretofore required. They are es-
pecially invited to attend hearings, to participate in these hearings, and may be called
upon for specific assignments during the legislative process. This year there was no pit-



ting of one campus against another' that at times in the past spilled over into other
issues to the detriment of all the institutions and the state as a whole. The prior
process of sixteen separate presentations also wearied members of the General Assembly
(at least. they so stated]. and weariness does not often lead to an informed decision.
once the system has been firmly established and its procedures understood, with par-
ticular emphasis on the division of responsibility and authority between local Boards of
Trustees and the Hoard of Governors, political pressures at the local level should be
reduced The consequence is that the chancellor has more time to tend to the primary
obligation he holds the academic quality of the campus over which he presides. This is
constructive because there will be an increasing demand for the institution to give full
account of its stewardship.

The new system will broaden the perspectives of the chancellors and president
because .dl are involved in the University's needs. As mentioned earlier, the Ad-
ministrative Council is composed of the sixteen chancellors and the senior officers of the
General Administration. The Council meets monthly with a regular agenda. At these
meetings. all mai% q. policy matters are discussed and so are specific problems and issues.
which may or may not he statewide in scope. Every officer has his say and the dis-
cussins are The broad experience represented around the table has been valuable
to all.

The consensus approach. with the chancellors playing principal roles in its develop-
nient, places administrators who have substantial experience in universities in the proper
role in deciding educational matters. This point cannot be overemphasized. There are
numerous individuals and groups. not so well versed in university administration, who
would willingly assume this role should educators falter or exhibit indecision.

This procedure takes on particular meaning to institutions where long-range planning
is concerned. It is reassuring to know that critical decisions regarding the future of in-
stitutions will he made initially by educators and that these decisions will not be made
without full and open debate.

The axiom that in unity there is strength" has taken on new meaning in North
Carolina. In appearances before the legislative committees of the 1973 General
Assembly one of the most effective of all procedures was the depiction that all the chief
executives had debated issues. arrived at decisions. and appeared together as advocates
of specific plans and objectives.

The key. then. is that this process insures decision-making by the chancellors and the
president at the critical points in the institution's life: programs, planning, budget re-
quest and allocation and selection of faculty and administrators.

It should be said that the new system will put temporary burdens on the chancellors
and the presidents. For example. the development of the long-range plan is going to re-
quire each campus to provide exhaustive information of various kind. To the busy
chancellor, this can be irritating as reports and studies increase in number. But this is a
necessary and essential chore, and must he undertaken in that light. Once the process is
established through experience. annual or biennial review will keep long range planning
updated.

It is a new structure. As in any new venture, trial-and-error will be involved. There is
determination on the part of administrators that this be an open and accessible ad-
ministrative structure that seeks not to expand rapidly and consume all about it; but
rather to remain flexible and develop a qualitative and dynamic program of higher
education for the state. There will he times of uncertainty. But, in my opinion, we have
made a good beginning. One reason we have done so has been the dedication and
cooperation of the chancellors, who have demonstrated a determination to make the
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structure work. It will take three to five years of operating experience and several
sessions of the General Assembly before a realistic judgment of its successes and failures
may be made.

Administrative styles vary. Some presidents do not follow extensive consultation,
endeavering to control things themselves. But the day of the single, powerful figure has
passed. In !milting to the future, there is no structural arrangement that will sustain an
institution or its administration if basic educational decisions are not faced and con
sidered judgment rendered.

And there are across the country several important issues which must be faced. On
governance, decisions must be reached regarding the internal politics of higher educa-
tion and the role of faculty. students, trustees and other lay leaders in the administration
of the institution. On finances, how shall higher education be supported as other social
&wands grow in importance.Integrally related to finances is how institutions can grow
and avoid wasteful duplication while still striving for greater quality in their services to
constituencies. Enrollment presents a paradoxical problem. Institutions must adjust to
declining enrollments of traditional students. hut, at the same time, they must prepare
for an era of universal access, including a greater span of student age than previously ex
perienced. Finally. the-se factors and others have created a crisis of confidence on campus
and in relation to the campus. among faculty members and administrators. trustees and
public officials with responsibility for higher education and the public at large.

These are not the only troubling problems. Our country is undergoing a pervasive ex-
perience as manifested by the cynicism and doubt and outrage expressed today. It seems
that opposition is not to be met by open and free debate; it is to be destroyed by character
assassination and intrigue. It appears that freedom of the campus. and the press and of
the right of the public to know must be managed by a sometimes self-serving wisdom.
And, personal moral standards somehow are not to apply if they interfere with achieving
personal or corporate objectives.

The time has come to go on the offensive. There are many great and wonderful
programs and services being rendered by the higher education community. Those for-
tunate to serve institutions of higher learning as administrators face the issues of internal
organization. financing, enrollments, jobs and the elimination of discriminatory prat-
tices. when found to exist.

The issues will be met. But something more is expected if higher education is to
gather about it the sustaining strength of public confidence. Because college and univer-
sity administrators are officers holding a public trust, they must respond by standing for
free and open debate without rancor, by standing for the full exercise of free and respon-
sible expression, and they must assert the ancient and proven moral values of our society.

It is a major task. Higher education must be organized and administered in such a
way as to insure its freet:am, not only in its traditional academic endeavors. but in its
freedom from pervasive external pressure in order to preserve and enhance its vitality
and dynamic qualities as a servant of society. So much depends now upon how well we
succeed in this mission.

111..
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Garry a Hays
Vice Chancellor for Academic Affairs

Minnesota State College System

The changes which have occurred and the climate within which the present day chief
executive of an educational institution or system works requires that lot-Ards give in-
creased attention to Ways of improving management of top level personnel. There are a
number of reasons for policies and procedures that provide for periodic and professional
review and assessment of the performance of executives on their campuses or in the
system offices.

First. students and faculties- -long subjected to evaluationare likely to argue in-
creasingly for more systematic- scrutiny of top level executives, and demand that they
have a voice in such a review process. In most institutions students have been given a
yoke in the evaluation of their professors and, in some instances, this participation has
been extended to considerations of tenure or non-renewal for untenured faculty. As
enrollments decline and programs are reduced, faculty demands for even more authority
in the governance of the college or university will likely increase.

Within the Minnesota State College system the presidents and the chancellor believe
that the kind of polity that was adopted. with the initiative coming from them rather
than from students and faculty, preempts a situation where they might be placed on the
defensive by demands for such evaluation. Formal evaluation is a part of almost all
professional life. and for it to eventually reach college executives would seem to be
almost an absolute certainty. This being the castle it would appeat desirable for
presidents and chancellors to take the lead rather tits wait to be placed is a atactive
posture.

secondly. that weftworn word -accountability- is not likely a disappear from 0111111
moo usage. Legislatures and the public generallyno longer Markt* Mg/WNW wish
higher education-- are likely to feel more comfortable with systems which indices
through their procedures and Polka". that they do take swim* else prepteitiat drat
executives in educational institutions are. indeed, accountable.

Thirdly. well developed policies and pdlcedures are mare likely to Feriae fir the
welly change of Presidents or chancellors and to permit avoids'ss d disreptive con
fenstariois which can be mabarrassieg. and perhaps even daulusioi. so bath she

eciaives and the boards.
The subject is not mood solely to &ciliates of compessoce and incampaataca as (st-

eam in pentane' changes. At a time of rapid pace and great chance iestiostiees1
develapments may make a different managemuse diutiola or salt hod, airame.
This amid be Possible without seflessine epos a presideet's ability sr complauter.

Fourthly. and perhaps most impound, from the plat at view ef the chief esecisiva.
a $001 policy °I-teP allaarrattit personnel Pessides far the Widen a pretesise and a
row far individual dignity dim hear the don act now have. This is, it seems et me
wee of the most significast aspects of the blimemoss and Now Yolk Okla.
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Presidents art eVAIUAtCti 1110%. the difficulty is that frequently this assessment is done
informally reel: in some taws). outside the cimtest of a written policy, and in
the ahsenve nt uell.desloped proiedurts_ In such a setting the opportunity for
capricious action at .1 for whim is more likely to he present. The old practice of reap-
pointing presidents without tormal evaluation or. on the other hand. the sudden issuance
of non-reappointment mane is a frcriuet of an earlier. less complicated and kss sensitive
six teti, Most systems and institutions now have rules and regulations that afford great
pri ,tedural sateuards tor students and tat ultv and present their human dignity. There
is no reason why presidents and Chancellors should be regarded differently in these
respetts.

it is the terling that stab a polies as the Minnesota hoard has adopted should
tielptul 711 attracting and holding good presidents.
In a time Cliarattrnied los shorter presidential terms. great personal pressures. com-

plex problems. and exhaustive; satdults. the !loins should offer the presidents a sense
or se, um.. litotes, t them twin ( Apr it IOUS .cation. and ultimately permit them to move out
of thc sonic other t.osition in the system when they have had enough.

1 ne prepar.itiin work behind the adoption of the police is indicative of the self-
,otTerative spirit of the parties involved.

A ,:ratt ..t ?he .411 1. was rtt.lnLii in the (hancellor's office and then discussed in the
the ih.rn,ellor and the presidents). The presidents then made

sotrit sucgtstions hatices. these were :ncorporated; and the policy was unanimously
.,,toptt.d 1,1 the I here was no paranoia: no questions were raised among the
presidents .d.11; ho the k h..; arbor was ming to get or which one he was trying to
inn t' out

NI I rillt,ot,i p.111 starts -.soh the proposition that. instead of an annual appoint-
presidents anti the i hint elor %souk', he appointed to a five-year term. with annual
adiLstments. and would normals serve a maxitnum of two successive terms.

HIM' Art two pttlitit: .:Xt.rittlOrt A presidential appointment may nt !unheated at
.icy time when. in Ole judgement of the t. hancel'ior and the board. such action is in the
hest interest of the college and of the system. However. after such termination the rag-
dent in his or her first tern, wall receive five months salary. and a president in a maim"
term shall continue to receive salary for nine months. During this period the dein dr*
former president shall be assigned by the Hoard upon recommendation of the
chancelhir Secondly, an exception to the two-term numinous!' is rade whoa. epee
recommendation of the chancelkw. the Hoard determines that an appointment beyond
the second five-year term would be in the best interest of a particular eolleie and Odle
system In such an event. a president's term would then be emended on an almnsl bah.

The evaluation portion of the policy provide that each president shall be oralemel
during the third year of each five-year term and again during the fiat halter the fifii
year.

It might be noted that this provision represents one of the iseificast dame*
suggested by the presidents: the initial draft called felt only net rialeation aeries At
fifth year Gomm of the presidents Argued for two evaluations.

The thsrd year evaluation shall include the use of eassekoms, emend In die
Minnesota State College System. who are experience' in rations aspens of bislew
education (ac ademic. fiscal. and student affairs). personnel atanagemeet. and ammo*
tv relations: and opportunity. for the consultants io karreiew repreS11111141111 if the
vannuS campus components (students. falsity. adasesiarasers. sad prekosimel sumo
staff and members of the broader community.
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It is not envisioned that the evaluation will include the same kind of campus involve -
meat that OttIlln during a presidential search. The use of the phrase -opportunity for
consultants to interview is chosen carefully.

The report of the consukants will he made available to the president, the chancellor.
and the Board. The president shall have the opportunity to respond to the chancellor
concerning ant matter contained in the report prior to the time the chancellor makes any
recommendations to the Board.

During the fifth year there will he what is termed an Adminstrative review. conducted
by the chancellor. The review will take into consideration the third year evaluation and
subsequent developments within a ...41ege and a peesident's administration. Again. the
chancellors report to the Hoard will he mach; available to the president prior to the time
the chandler makes any recommendations to the Board.

The presidents desired this more extensive. systematic third year evaluation in order
receive earlier in their term any criticisms of their college Of their administration.

They would then have time to imam, corrective ADM two years before the fifth rear
review. This seems to be good for both the president and the college.

Moreover. it should he remembered that this evaluation is not just of the president as
an individual. but of the presidency: all aspects of the administration of a college. A
MY** conducted by professionals external to the college will provide the president with
An assessment of other officers in his or her administration. We view this to be an ex-
tremely important aspect of the procedure since it will provide an evaluation of vice
presidents, their contributions and their shortcomings.

An important part at the Minnesota plan is the concept of the distinguished service
professorship.

The purpose is to recognise the contributions which presidents and chancellors have
made during their terms of office. and to insure that a college and the system as a whole
may continue to profit from their accumulated experience and insights.

As noted earlier. increasingly presidents are choosing not to serve king periods of
Sow-- five to ten years will he sufficient for most. Assuming that a wises is able us at-
tract outstanding imasoluals. it is folly not 11a Deride for a way to keep them after they
no Imago east to be presiders.

Moreover. facuty attitudes are nos always mantis* to a presides( moo* line
deperamsw This is perhaps more true for the preaident who is brim& into die issiew
ids ashy than set who is moved into aimilissweion and ekitassly she psi to
hone a faculty relit's'. Buss in the lamer cam. ismareas. them cam he difficulty wino
ilopertmests are being cm back. Faculty mesian cam ram what they lint as she
"clomping'. 4 Velk a popular president. into their departersat. perhaps mbesqumsly
cos* a "mart faculty member to be 111111felSella

Additiaaalh. it is not missal that after only a few yams is the presideary an inn
divided an quickly lose his at her academic gri es a diociplise and stay feel ustes
km* returning is an maim stacking kit Is such cams. pa ocularly wadi ifecstaies
ardollmems and the tesulties wacky of Mk. as ewpaidam may est and a baby
position is another seams as easily as is review skew

Even if a poi faculty psalms is obtains& that at impludy pithiests of misa
isms homers. A president may find due by swiss Ism sea sine ssamasher es tam=
a prasideacy and ewes serving us yeses. he has out built amuck sabemest imam If he
slum must move to mill maker 11111. dime is Mk appastesity to Wpm* relmismi
heseirs.

74dieNngnished 1181101* prolessunhip is aniseed so istopssi se dm carsidessims.



A president is eligible fie a distinguished service professorship after serving at has
five years as a president of MIMICSOL1 State College and after receiving. spas
recommendation of the chancelkw. the approval of the Board.

The distinguished service professor's specific assignor.* shall be damaged by the
Chancellor in consultation with the individual involved. Should the ditiognislied smite
professoeship involve a specific college. the new president of she isseitutioss also mill be
cashed

ThN. there is a desirable flexibility. In one situation a president may. wish to female
in the sacs college and may move back law his or her previous leaching discipline. Is
another CAW. c mat he the president's desire to ICUe that campus and serve ie some
capacity in another institutuon or in some system assignment.

The salary of a distinguished service professor is established by the Bawd open
recommendation of the chancelkw. but shall me be his than 80 per cent of the whey
received during the last year prior to appointment as distinguished service professor.

Following appointment as a distinguished service prolesrx. an 1W/ideal shall be
eligible he salary increases at ICAO equal to those iflatliSONS granted to meet ad-
justments in the con of living.

M4wenver. a distinguished service professor holding an appointment in a college shall
have Assigned to him or her by the college graduate or undergraduate research
assistants and secretarial assistance as will contribute to his or her effectiveness as a
distinguished service professor. Aciditimally. distinguished service professor shall be
provided a suitable office. appropriately banished. and shall he assigned a travel budget
commensurate with his or her responsibilities.

In order to provide opportunity fie a distinguished service professor so prepare fie
new duties. such professor is eligible for a sabbatical leave at full psy during the form full
quarter of the appointment.

The Minnesota Executive Masoagement Plan is. for the mon part. new. Sae 1970
the Minnesota State College Board has had the distinguished service prefessenhip.
although it was significandy modified and its provisions made mere liberal with its i
chows in the twerall executive management plan io May. 191. The at pelt, of dm
plan .et are to be implemented and modification undoebsedly oil be made m Mee of
subsequent experience. Early indications are that there is great interest areamil the them-
try io the concept. lioweser. as Chancellor Theodore Mimi has thud in a ammtholp
about the Minnesota plan. To have helped in the launching of she dialogue dims no
assurances that the remittal noontime of such deliberations will tidier do hew In ill
participants or that it will indeed lead toward organisational pawn that mould in Suit
enshodv the alleged and limped fire virtues envisioned by their protaymism."

With appropriate caution stemming from hailed experience at this paint. them is,
sievemheless. optimism that this policy mill be beneficial to the =Ikon as mull semi*
presidents and to the chancellor of the mew
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Stanley 0. litenberry
Senior Vice President

l Tonality Development and Relations
Pennsylvania State University

Frederick Rudolph. noted higher education historian. has observed that the
American colleges and universities have been marked by drift. relsxtate accomodation.
and a belated recognition that while no one was looking. change had in fact taken place.
Change has. in fact. taken place in the governance of higher education and. in men. it
has brought about a significant change in the role of the president.

Students. faculty memhen. and administrators are regarded as the main governance
(components ot higher education. The roles of each. however. art pressedy in a IMO of
Rue strangely. each appears to he in what might be considered a period of dediming
influence. John (ileum, put it bluntly when he observed:

The great issue in the governance of higher education in the 19701 is not the struggle
over olio has the power on the campus . . . . The great issue is bow the individual
college or university can retain the power needed for effective governance. whit
government groups . . expand their controls in the name of coordination. monnme.
aid individual rights.
Had Conan taken a broader view of the enemas! forces. he might have bees eon

more emphatic in his otatenwat. Governance can no longer he viewed primarily *ma an
inesienamial peripective. Mese and some. higher edema= is panted by emend
&nom indodieg not only higher boards. councils. earl coeediamieg merbirimm. bet
the courts. species of sate and Ideal gpverniese. labor Maim heave and
angoilead agreements. ilewagraphir fumes. public palicy-basel uncial iaotrtiiu .eat..
en and facuky market forces. minad multiples and fainscinl minim. The combine
impart of these forces has brought about cheeses in the roles aid warmamy el she
walitimal inontetioisal governance cointiteemies. Ultimo* emend farces may
change what we think of as the American college or maven* .

NNW Cosedhmiling awe
Nark every public ale, or university is mow pen of a hirypr mom al higher

siermies The mammy of me cowalineting bee r& commilhned greweriag hook
ad ether matrallied awrilinanag and control mechenisms mina the dramatic pm*
if Fabler higher edecasios and the Amp Mame in the role and eespaneibihn if sum
peinnemem is higher imbermina.

The geeit fat which ceerralind autchsnimme mad and imeedimioa have Meer
teemed are (Malt: ID chiral boiled eememes; eliseheme unnecessary and Dail
dolitatim: promise efinieacy and effectivamen: knows fig edetmiend appirameity;
sal Nimelaer *mean and annemenaal phoning and deminpmeit.
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glatstsitis art: bring raised with Itkreastflit frequency regarding the ap-
propriate balance hefiveroi tlw public interest and inictitutnntal autonomy. The Newman
tommision suggested that stateside 1VSteni% IA err stiffing local initiative. The leentnis-
non waver Pnesislrnts and hoard members often find themselves in the roles of public
defenders tit their points tit sites and/ or apolowists her campus incidents. Political safety.
rather than educational laadarship. ha.om.r. Tim rnoalav

turtiliar rtsersatiohs nett express u in two separate ( ariii;ae Commission reports is
bib it nas noted that centraloted coordinating and control meelsamsms too often have
hien fir ass handed their distinction between puMa control and public influence.

Leman A (iit-nm has ohsersed that stateside calordsnatig,g hoards seek a legitimate
role beaten thy institutional goserning hoards and the executive and legislative annuli
state gosernment without hung an advocate tor either. In theory, he suggests. the
statewide tyard promiott% or mediates the public interest.' assuming it to he 'Neither
the cc oNel toe alsorations anti goals of the institutions nor the polttscal desists of the
governor or legislature:. Hut in practice. this balance has been difficult to maintain. The
too trtsiurnt result has been to hrong college and university governance choler to the par-
tisan political process

The fundamental ;ssue is centered around the distinction between antrchitatnin and
(mewl A. the pressures for coordination mounted dung the Lite 1960i and early
Pros. and As :re der posers were gtven to coordmating hoards. there was both the
temptation and the exile, Litton for ord governmental ccontrol. Recently there has
been a markr.f sh t! VI% aid tonsolidattt, *settling hoards. stash as in Lousin.inn. North
Carolina. and %Vest Virginia The Governor of 11111(41 min nas instrumental in the es.
tablishment of a sutstr worm tar the start. Isentytia states non have tonalidated
governing hoards. a to percent increase in this tip( of control since l'/65. In mane
states. such as Pennscisania. the posers of the central hoard have been strengthened.
The tendent t. in each rase has been to most further in the dire:non of goernance and
lope-rational ttmttot

The threat of external management control of piiMit higher education be NM
pmentinents has intensified during the past decade. Prawn* isomerism. to tie math
they retest public monies indirectly through student scholarships as directly theseth
MIlIttutsninal grants Are fast becoming a part or the large "mem.

011ow INN Oevemaimitt Agsmiss
The relationships of state goverare. at to public, inseitetions are not am. Ikalost

hies in some states ;use exercised such stringent cumuli 011 hat stein iliehM1611111al es-
peadttutes that they base served effeetiseb as the governing agency. Lefislatures.
skies prominent. base become increaosagly anise. For stamp r. the Penneekania
Legasture unroduied an Amendment to the Pitt. Temple and Perm feast appyriaties
bills that would has( reclined the appropriates prepertinaaedy hint that litanies alike
tat gift teat fling less than I 2.crede hours. Had the measure paled it isould have
eliatmh housLeted not only management decinum regarding serldned ad teachies
sethelds. but atentatimal mistime and /karate' as well. WWI takes is Ceijneablt
wits the impact ttf the gosernor office. state scholarship and lean agencies itheloploy-
mem tompensastei itemises's. tisk service systems. stale audisethes fur espiesl cur
tsnanam. centralued punkeing. statewide PPM efireta JMitrnh rosand NA emblem
ethos, aid whet state offices and ageocies. the tisailkaace dot ivaisetimay kwed
gpaereaste mechaettea, tan appear meager 1111.1.d.



The laws

Prthrt%. the 1;.+.t r rt..o.iner tAtern.11 torot antluentang inst:whostal cover-
MUMS is the law Liss iattut.. -tie total tustronttitht %whin *huh the tlleges and un
nrcotics oratr.ate. intatitattomil posters and the 4:417141faft StfLlt
?tar Rw.wtion.tors 44.14f, .t.et te.:trt; v...okernitwnts Aft stirred through lariaslatton.
Thr !store at ix =arts antra, hc n.itute rt instatutoonal
utitacti. :ht iti..ationst,ip, it ;t1i Uitt .4n.i grit !he lass

rnst the ot4t t owe- .,!!t- ono l rut iii in the Kl ltnl. of instatitranul
4osernanit Kase ilAN ri:Nro.! 74til% 4'4 .1 A4:4% aetopus ANI.Uf to strangle the

.. ornau Or! anima,. Alth ttIliA. its A,/ Insrnsitisltl. 1 ontlut otst witness. tea, finkirlds,
aratig:anc.. vire:rise. An: ,aelax.

A i:.1.4Allig number stt.,:ents resort to the Hurts in questions ot admissions,
missal. Ark: !Utf:, n And ter. ..4tu.trnt% hAtt M.ucht court orders to reopen trtnpuses clos-
ed b% .1.11 liawrotr. And tau uit.. ,ornate 'Pie I 'toted States Supreme (_suet. tor rumple.
has 4011.141mo ic tto .1 the nest %CAT ,Isis reittme iii trtults tenure. the ionstitutsmal
rights ot student atrgr natation% to obtrm a.rrnpu. retail:ninon. SW 410-11iItAtt tuition.

In !via, to one opinion hrhstesi down 'n Jan:. 4. rioted States Court of the
Western Ihstria t Vt Asian:ton ru/rd that Vi'iishington State SiaiLitt, imposing a Olt -
.tar ,t urrtil mid rtquart client hat rtsttlrntt status for tuition purposes in the Kate s public
t141rk,:t uno.t Nam-% *ter not untonst1tutionr1 A prow ruling ht the t'nsted states
Supreme our'. i.%seter. damn a t.onnettleut statute that barred figt4IIlealle
student% train: tsar tit..111111ng for instate r Irssititrtion so long as than remained students
in the state sn.tattli ,t puhltt haght edutrtion At the same tune. the court found. Midi
P4 the relict ot mans r tolirge timintarl ititittf. no obtettson to .. reasonable duration
residence requirement of mote is not the iuktance of Appropriateness of these
dertistons. but the tact that all *ere made external to the college campus.

The Attack on companies wiling term ;milers to college students tot use m sat**
their a ^km( Assignments is Also hong hoight through legislative sad judicial maim
At the urging of 4441ege administrators. legislation has hewn passed in Califonia. Pane-
Si hantA. Mass t wits. and other states. 111111k the cries that -there shoold he a Ms
are pertest understandable, math nutty, represent a feral tasithergais ati eseweid
fonts in the olttditt 44 1141,1141 AsAsiesna affairs.

tartans last and jusitetal decilikins get ttauslated ion the stair awl hind
biteaaitak.. And as such. Are transtiirmed issu saber elletnal furter. (Officials nf Ight
Department oaf I.ahot. ieteseetned with the estnrcensent of the federal Papua Pat Au fir
fat taint members and protessoutal emplosees 14 colleges and univertaits. aired that *sr
hr sent Into coati al MI al &kink personnel polities to help snide their deliberatinis ATet
surpnstruth omit Admititstrail WI repressed concetr4 about Ism she cuneept moot sill
fare under the Equal P1% Ali. bolt market difIttences can he Attossuld for; and his
the tat tan It obesed and still allow fatuity members to render pastmemis is 611111
Weapon

art t ollege tot umwerwts tat he above the las. The word of irmieutimal estpesee
needed change. in the Allston of legal far other mynal primers. is am
With toward equal sisportunsts for notnen And itionriries Pao hiseisht ahem he the
fine of the Atfirtnatsve Adam etfutt if the Department wf Utah's. Isteraeir at
WeilLart.

The S/4'14144111 awaits*, etnpkstnent patens uteri*g the
fitsiell lag often thearinsaatio.) talk/titre meteirdt have bow eemillilied nth will
oilleite attd weirettates tato* them* the laehlagila of 11111111111.
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1ht itt tt?tT t ir.t1:i.iti' ii t .te:iiit oies. t ) ietI LL.asnn t*L

Ttt -:Tit.t' 111 IITIT ..it.k 't*.tIt. Z i' kI: 1Itt4ZRt .atfett. a
ui1n i.tI .t tt ait ;rtsi & :tJ itit it.sI due pries and riin i

i. \t at ovine qer t.sns& ssis v the torte ot the ia and the
iar :c t:.iii,i 1 he rt.t tia ten hat hae cailed

t.t Li Ill/I I*11 t lIt .fiIt%ItL
tt'i1t .'vs L.,r! .t tht flit 'aiu

:Ti t ' II Ic" ftl:: t. the s Lrft .s e tnt tunit the rrar or petio.iil
!tttl 1 :It' 'lIt t j. *flsI tt !fltfl%ltR tI st L1t to at aJt'ini I4Ut. HUt

'i ttIt :,4 it LI 11 t1t 4t'foóJtiiifl ot in e!r:ent iaflflt1*t% udnieitt iithet
:' lIst I:.Ifl s It IS s .it *&1 .UtJ tIu. as lnn a na!Zrnte. or f's paiian the lsvik

the 'IriS ntid tc si,'n tht i1'stitutIiIfl o .1 tr1t'thI it imttitiatsns
tsii a :ts't sr t- sine, and rtepin aLim. that iL the uamonna.

ii 'TI t t Uc stI Is t.5 si 115 flts LJ*s.I.L jtc ss sfls

A ttt'i t'itt Ill institutional v'%ttTl4flLt JIld "SC tth prottnutd (is.
at'. 1s5 IS it', tl't .isIAiflhtIi Iti4nY IA4S. t ii a 1 the

's 'is '.sst ir!aer, taue t. kttist I raaI'ana riht, an the puisc isi''
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:' the st.att .ifletase i'ariianang promaiei to ha'r ib
. seli lilt I,I ' ?h,t t Is cf ttifl t spec1a c.flsidttiftOfl,

( l,i,. ti.L LI.. ,:I: s Still flt'* t'ti4sE4Ii tO ctlllstitUtt t IIU$(t UJIkIKnifl. lit hum

it%4'ltl ?s 'it t\ t ',lrtlflhfI in Anieritan ir .itis'qi , nl rrlaew,le Ie"m,_

£tt!itttd lss It tIlI Iiat (fit ita'ts in the unum. and &ofllpflh(fl( unit JpprIIi*SISUIV

s pa'r sent .t ii .at.:rusts Hut there are .tts. 'tlitst that tiwnesalk all ripui4
hi5tit'r edut its t ii 'e invited in isillettise hargamin in taint.

A nl.qs nttjri tittist to the rasi iii ts4kctise baraan*n ii th. a u,tism n(
enai'Iizu Lt's'r tøiss.st; n Apçsco%imaCeI% $i per teflt iii th, a t,nuss i nhsrh fmr
4f1' aSia sIiir2 aft in statts hsth hate ndiipsed tumprehtnwt, pulihr

fl4 IasitT1 fliIaar,. lhsar. M.aa,ashvstTh Mbmas. M-a.a. ?àinst1t. i*usiiim and 'ntuss.am. OSCt a
ftaiUFt t.M ultits is Set iap nathan a ttt. at ii m*JiftitJt t at aihe
tiiuWi mrm"trs it ,strJ zitaat*s.

As rith so inant s,( the leaI Jetelat..sL. ss*frusuóa iusØu.e .uhicias. is,Lu
isitasing isuuestttqueistiu ire rsii4t.4 d i.vhnaetnial pnissssea.d qi
there is mutual aattttment hetsees all pans,. rtjaidim the J,h-iU-. .

las au?; Wi it. Ii if CS 4'8$I di at (fluSal JSIIIiuIS N rs,a,Isj he tht Lihi, IIINI._h .

t 'nit de%rm,n.itsa deeisas.tn iaø hait mapirpsersa*. i.u,keaNisi. JIa
san4. b.srainan unit o, sepatale unit. lnr eath campw. is a I5INUW

hisauid p.art.tanse ta. iii,; he sadujed' kuiulil srhis.
It' in hMrsl is a tatuke v1N1 Sheivl .4 the fqe s

i*Sie 4Nits sif j re.øaajpd as wpai* univ At' J.p.JL.s...J .bailmm

htatls lU5Ft$W'?t prrwmntl sin. fepitiuiat u.qrmene. ut .h,.aiui
t.4kaituei At dii tune the aiiiimu . the hajalass uuman hase iqu
pin fn4iflti f'Vssietluftia. Irialts ua.eramss *ne1w, and stua ewnuslun

Us, midueesu of ta. rakt aid$ii huii0 a uu,,i iuunsiihm a
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The philt.ottt an.! detertntnatoin that tat idle representatives and institutions brims so
the boy limn; tat*: w.I ulttno.tte k antwet the question as to what is ha-pew:bk. Two
rumors rt- possible one in shot h Olt %lie of Iwo:aim; is held to a tarty MM.
rant %lath as salare end temp hentitts. and the other in which the wive of
hargatning 1. ito.s.itned tt. in.lu.tt a...der:he coat vomits! governance inetiemisass. To
tht event that a 4 43111,1rthttiSISt .1;1114'04th re taken. nutters now la gele in the hands of

Litt Atl,! titraft::Ittlf.S. Stilt AS the determination int"
test hing twon. top appointments pronintuons. tenure. and tither demons
tspit A1:1 fw..trwionai As well as MAllaoteftill ut character. will become sehgect
t' the terms the: . .ntt t N1411.14:1MAI .114 well as tatititt uthonte hick will henna
,:ehtle,f m. .re sharris thus hating a departure from traditional coniepts of shared
autrst% rrklut mg the rritTlatittleS hsr indisuitial and departmental saltation

tl let tist bargainsne. etas appear h. etteugtheu both the km: fit the tacitas
well as that the As:mom/03th on. it Mat at the saint time diminish the independence et
rah 14.1- el...unlit-. in the I e Pennolsania State ollegri the watt was declared the
'mph Art ntt the- purr.nr. ta.ults bargaining:. ettetneels removing the negtotiatsuiss
tom the t ontro! tot the id. tampus fatuities and abnialtrators. The merit of the
tett a. 41% not% IttAtitkiiNz. the Litt is that the division pint sin a multitude of issues now
trunk. ut.t.4e the in.toutins

the itnpm t 11 (411itttl%t bargaining in CARTY% aosereame is hitch to ire*. h seems
unlike!. that ntetatnen will he housed primards At the local campus when pubis is.
stouteom jsri+ mist ort from WI monies appropriated bt the SUN
ireitlaturt The r.tntual hargamng tontract will have implications tut the entudwe
an leeRlatt.r bran.hts of state in-eminent It is high that state governments owe
and more will assume the role t t management and plar a her role in the tontratt
n eglitiations It is Au+ like% that the union, sesting that the eltuytee &cesium meet be
made In time legislature and to the emsunse branch. will attempt to hires camps* si
11111wiltatlif% and huards and tillttrilltnet their seessiamip OVUM at the east lessil.

Students. sensing that their rights as csseeneen mat he harpained may. me
otgaisoe all% . further escalating the travail" of seversasix, sus Mend feesus. The
Jima & troth nese he a Isiah/awn or the writervite. defining br as insemdly
n egotiattd content all those wows that wan sot tad* pendefond is: Ian. In will a
canteen. the as becomes the %AMU* merit of maim dais. Mints and Amine
teases and Isattittletsgs ma. noose 111111111111111111111 M oils is either son hem at
delve

fiseseteal Ness
The hat Lint 44CMIlfst who thew Mitt, a itotersams mew be sewed tepremsts etiN

mother motets! forte Nigher eJw.3tioe hat emoted from as era of isomb ss1 USIA
evading miswrite into an eta of potential enrollineat decline anti reamtial drimipagy.
%atom.' population needs sad*** that far the Ant time in user Ion mesh ItiOse
eau atom enrollments among the I lc to it lear till pm* II eat Masses daring it
enosts. del *ire In moo tanstesont. 111114111111111111 *a edits. fisaitill smesest
shish hoe expanded npmentiallx with eiwollmeset in the pot are sot and sill OM
beep page with 10111hilltalSal INN& ttenmetit ups the public dam me point,, is mt.
Nit other this wheaten and a .Me bane peopemiss sf isaie Ws& sill be amusieeti to
basher eshmpoo.

Added to these comeateal forms. v it probabit that dm esplosesst deteled far
taskt smishers woo sseasee to wile& and tie 0111111111111110 human hoist shicaies
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rt ttli L:4 i rot stu,it ntt.
1,.. 1 , !4,1-4 is %id !Lite .a dissrtnit impact On !01, tfT1 ante. In

, si ar L 4.4 Ar4itt nt hi( uitt anal st'a(tity Of financial
tungt Istioint dittit ult the local ,lis,cricance scene

iX o!;:t- t: :nor; (441'10:st-ridden in tot future than it has 'Mtn in the past.

Implication. for the Poseidon.

What art the :mph( Ations of these shifts In the gosernante innsative for the role tM

the ttwiei t 41 Lin president. 1"he grossing significance of external finces on cam-
pus gostrnani sug:ests At least fite profit implications for the already difficuk role of
the president

first. it is essential that the Inherent pinker% of the presidencv be reasserted and
,ortneiltittd The prior! t t tilt I 1641'. un an trosnon of presidential influence. Other
internal 441stiturns its . luding students and fAculty members began to Oise a muds
grioccr wit- in internal Jet iston making In recent tears. external centers of power
hrtamt increasing's important. The role of the ,prescient in institutional postman('
1,Ci fl It dl I latt.i to I tilt point that some Institutions became Almost leaderless. Weak
pre-sWential Authoritt (An tatntuallt weaken the institution At a whole and with it. an-
drr the at Loden,. 'torsions of taculti members and students and snake rataniagless
the 1.01C lit the tr(o.rtec

to re( iniirtiend A reassertion And strengthening of presidential powers should in no
,,oruvc,i ...Atli 114144 lutrumird And inettettnn invies set &metal and arbitrate

presidential Al t11,11. Ant sir( ti Attempt uiluld effectiseis &sem the president's &biker op
lead that is required is a rtJ 041,14 )11 and strengthening sit the president's powers of
edit ati41.11.41 leadership lk must plan a role in the articulation of institutional priatitias;
plat an attar role in bringing about constructive educational change; and build the
faith .it those within the institution in his integrity'.

presidents mot be increasingb conscious of the shifts in the renolmisie
balance oat costrnante powers. partsrulatIr the shift in the balance arse foam the in.
attune Seinilarls. presidents need op increase the consainsnoto o cahees---hoth don.
441 Aiiirla and these 141 the outside PI dor implirations of the decline in institutional
independence The hest 44 titan's experience ewer the centuries sells is do thew one
sound moons preserving a ?tamable epee d independence of swain social hew
moss and institution, Rana the tuned of the east The independence of (hooch sal
dole has been a hard fought but cherished pimple in America. A shallot *pee as.
,firptikitime is tssentul in the car of education. 'specs* hasher odecalion.

Ifesntnd this Oulnfliplucal norm. whirls is of crucial impetuses in a denionnep.
there are ptattival reasons file safeguarding institntimal independence. As JAN Gina
has put n. !Om and 014104 coprdsmatorscustrolleri swat be mum the a ilyeanix.
teneetree tat ultv can he robbed Op the pulp of a einasexioit lieeeancrato by 111.0111
-temediplappo This in no was suggests a lark of need fur oilriptipor statesntrt coloodio
two 14 hurler? education. that is seeded. hoover. $ head pity
robot in ratstowl resume allocation. and kataise Ossaies. net temalind
moseseneet iv goversince control.

Third. talkie and universes pennon shwa Ina use she Nei* and dense
putts port'* of thew hoer is ensernal asemedislaiss. As she inAuena ei noseed
ageesars and Imes so campus gesersance pees, an incremiltip thine al the reskiliwirs
issue and memo. owe he deemed this ihrectim (lark Kew hr csmaddled ehel.
'The ideated (wrest dump on pnernasste is sot the tie of sesient se laxity prole
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hut the rise of public power . College and university administraton must Mine
etternsely to those state and federal councils where higher education decisions we
made. If the focus of cite making is moving Away from the campus toward political
or gosetionentol bodies the integrity And welfare of the institution demands that the
president become invoked, interpreting the institution's position. and wherever possible.
sewing the initiative to rebuild public confidence in the ability of the campus to serve the
public interesi.

Fourth. the president must take on the tole of buffer. defender and translator The
cross currents of governance hate grown increasingly turbulent. "Public interest works
in the direetion of public Control. but student and faculty activism works in the direction
of heal control . fa ulte and student . sentiment is in favor of more will-
governoner. but the reduction in a sense of consensus among faculty members and
students makes such sclfgosernance difficult. The cessation of growth calk for more
flembilite in making radiustments in past patterns of operation; but faculty collative
bargaining organit anon fnAy mean more rigidity and more attachment 'to the status quo.
Financial stringent% often requires more (-entrained control . . but central control is
also more suspect (Governance of Higher Education)

It is obvious that the president is the man in the middle. relating diredy to each of
the internal and external governance tonstituencies. One of his most important roles is
to be a butter between the frequently contradictory pressures and to interpret and help
resolve conflicting positions. As a buffer. every president should be blessed with a thick
skin. remembertng that the dictionary defines buffer AS something that lessens or ali
sorbs the shock of an impact

Fifth. it gin ermine e initiative is to be returned to the campus. the president must es.
%outage campus constituencies to 'solve local problems locally. Certainly the "Melt
temptation during a period of escalating conflict is to assume a Mk and sheltered posi-
tion, letting the problem be resolved elsewhere, whether it be in the courts. a central
conrdinating hoard. the bargaining table, or the governor's office. The temptation it ID
abrogate responsibslity.

Will campus faculties and administrator face the problems of reasschment and
reallocation through responsiNe program review eflions at Ilse campus level, or wt1 err.
semi intervention be necessary e Can internal gOveribilliCe mechanisms be serer end.
ear will more and Inure faculty and student problems continue to be tesolvol by the
Callets! campus administrators insure efftain interinstioniwnel empanel* and
program tonfdillatlINI. or will heavier controls need be applied by the ,amine mat
ems* hosnif

Presidents must help faculty members, students. and board members recepine that
although ot may be attractive and expedient w (et certain problems be solved dam*
appeals to Mensal power sources. to do so weakens local awanntny and independmets.
Linsislatier. judicial or emotive intervention may be welcomed with open anus im use .

issue. but viewed with alarm on others.
ellssiosolv. higher education institutions now continue to faction is the teal wadi

tamp. autonomy has newel been abeolme. Nor *sold it be. Ilmesend inmitinimml
dependeme can he safeguarded only as colleges and mioenities bepm >a solve mere ni
their problems on the campus.

t Thinsantly. it must be remembered that governante and the rule played by dmr
shore are means toward a greater end. Gownsman and presidia, ate Malin only ilk
him a. the efforts and processes translate themselves into more effective eisestimml in.
senitions. programs and services.
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Both the substance and the spirit of the enterprise are at stake. The ultimate test. of
governance and the rule of the president is whether the decisions reached enhance the
quality and performance of higher education and the welfare of society. The process
must also gain and retain the legitimacy and trust of those intimately in-
volved students. faculty members.. staff, trustees, and alumni.

Never before has the opportunity fur presidential leadership been greater.

Ahth,c., The comment,. and a4.,IftanCe of 1)". Gregory Loeser of the Pennsylvania State
1.,:tvcr.4:1 in derelopmQ and Illustrating the laious l'orms of external influence are gratefully
t. i41,ilitedgel
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